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Introduction 


"All  things  flow;  nothing  endures, " 

observed  the  Greek  philosopher  Heraclitus 
back  in  500  B.C.  He  went  on  to  note  that 
one  could  not  step  into  the  same  river 
twice,  because  it  is  constantly  changing. 

Change  is  always  present  everywhere, 
including  the  workplace.  However,  until 
recently,  change  in  the  Federal  workplace 
occurred  so  slowly  that  it  was  almost 
imperceptible.  The  river  of  change  seemed 
to  be  more  of  a  placid  backwater  than  a 
raging  tributary. 

Now  all  of  this  has  changed.  The  mood  of 
the  Nation's  people,  the  realities  of  the 
rapidly  evolving  information  age  and 
worldwide  marketplace,  and  the  need  to 
scale  back  government  programs  and  costs 
have  combined  to  accelerate  the  pace  of 
change  everywhere. 

The  National  Performance  Review,  or 
NPR,  was  not  the  instigator  of  this  change 
process.  NPR  simply  recognized  and 
responded  to  the  realities  we  all  face  today. 

This  report  highlights  the  response  of  one 
Federal  government  entity,  the  Bureau  of 
Land  Management's  Service  Center  in 
Denver,  to  the  quickening  pace  of  events. 
It  presents  a  story  of  people  working 
together  to  try  to  comprehend  what  it 


means  to  change  and  then  doing  their  best 
to  respond  proactively. 

It  hasn't  all  been  smooth  sailing.  Some 
efforts  have  duplicated  each  other,  some 
ideas  that  seemed  full  of  promise  have  fall- 
en short,  and  some  resistance  has  occurred 
as  the  realities  of  change  sank  in.  However, 
change  inherently  means  exploring 
uncharted  territory,  riding  the  rapids  with- 
out knowing  for  sure  what's  around  the 
next  bend  in  the  river. 

Just  because  the  Service  Center  is  an  NPR 
Laboratory  doesn't  mean  that  other  BLM 
or  Interior  agencies  are  exempt  from  the 
accelerating  pace  of  change.  The  river  is 
rising  rapidly  and  flowing  swiftly  around 
all  of  us.  There  is  no  longer  any  safe 
ground  to  stand  on.  We  can  wait  until  the 
waters  reach  us,  or  we  can  start  now  to 
build  our  rafts. 

This  report  talks  about  significant  accom- 
plishments over  the  past  2  years.  However, 
it  also  shares  information  on  the  process  of 
adapting  to  change  and  at  least  hints  at 
some  of  the  pitfalls  to  watch  out  for.  We 
hope  that  sharing  our  experiences  will  help 
others  who  find  themselves  caught  up  in 
the  swirling  currents  of  the  river. 

Let  us  learn  from  each  other. 
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The  BLM  Service  Center  comprises  a  cen- 
trally located  nucleus  of  specialists  who 
support  field  offices  in  a  variety  of  ways. 
For  instance,  it  provides  natural  resource 
science  experts  that  are  usually  not  found 
in  smaller  Bureau  offices — -toxicologists, 
geohydrologists,  and  a  public  land 
historian,  to  name  a  few. 

This  type  of  support  is  critical  to  BLM, 
which  has  always  been  a  very  lean  agency. 
The  Bureau  has  relatively  few  people  to 
manage  the  270  million  acres  it  is  responsi- 
ble for.    So  it  has  never  had  the  luxury  of 


having  a  full  array  of  specialists  in  every 
field  location.  The  Service  Center  was  cre- 
ated to  provide  "one-stop  shopping"  for 
field  offices  to  directly  support  the  people 
managing  the  land. 

Field  offices  can  call  on  the  Service  Center 
for  help  in  dealing  with  technical  natural 
resource  issues,  leasing  office  or  warehouse 
space,  managing  a  fleet  of  vehicles,  or  com- 
pleting a  variety  of  personnel  and  payroll 
actions.  Several  hundred  employees  are 
available  to  help  more  than  150  field 
offices  meet  almost  any  conceivable  need. 
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When  it  was  designated  as  the  Bureau  of 
Land  Management's  National  Performance 
Review  Laboratory  in  July  1993,  the  BLM 
Service  Center  in  Denver  found  itself  tak- 
ing a  leading  role  in  empowering  employ- 
ees. Employee  empowerment  was  a 
primary  focus  of  the  original  Department 
of  the  Interior  National  Performance 
Review  (NPR)  team,  which  included  mem- 
bers not  only  from  BLM,  but  also  from 
other  Interior  agencies. 

The  NPR  team  arrived  at  the  Service 
Center  with  the  overriding  objective  of 
improving  the  quality  and  efficiency  of  ser- 
vice to  customers.  Each  team  member 
concentrated  on  a  specific  function  within 
the  Service  Center,  working  with  subject 
matter  experts  to  analyze  current  processes 
and  make  recommendations  for  improve- 
ments. 

The  team  included  all  employees  in  its 
evaluation  and  reinvention  efforts  through- 
out the  process.  NPR  team  members  facil- 
itated employee  discussions  and  work 
groups,  with  everyone  working  together  to 


gather  information  and  formulate  recom- 
mendations. 

By  the  end  of  the  project,  the  team  had 
taken  the  first  steps  toward  reengineering 
two  specific  work  process,  three  Service 
Center  functions,  and  the  overall  Service 
Center  culture.  Many  of  the  recommenda- 
tions were  adopted,  and  several  waivers 
from  current  regulations  were  requested 
from  the  Washington  Office  and  the 
Department.  Most  of  these  waivers  were 
approved,  with  the  exception  of  those  regu- 
lations mandated  by  law.  Of  the  62  rec- 
ommendations made  by  the  NPR  team,  a 
total  of  60  were  accepted. 

In  just  a  2-month  timeframe,  over 
$600,000  in  potential  savings  were  identi- 
fied. Most  of  these  savings  S^olvea^sjmple 
changes  in  existing  proces's^'s,ucri  as  ok-  •..- 
ting  one  check  to  pay  a  bilftnsteacTof  four 
separate  checks.  By  eliminating  unneces- 
sary steps  and  streamlining  organizational  - 
functions,  these  reductions  in  paperwork 
translated  directly  into  improved  customer 


service. 


te*^ 


Passing     the     Torch... 


Many  people  thought  the  NPR  process  was 
over  when  the  team  left  and  the  final 
report  was  issued.  However,  something 
strange  happened.  Individuals  liked  the 
idea  of  reducing  red  tape  and  felt  empow- 
ered by  the  changes  that  were  taking  place. 
Improvements  and  waivers  were  being 
approved.  Having  "Lab"  status  gave  the 
Service  Center  a  vehicle  for  change. 

Employee  teams  were  established  at  the 
Service  Center  to  continue  the  work  start- 
ed by  the  original  NPR  team.  Some  teams 
worked;  some  didn't.  There  were  many 
starts  and  stops  in  the  beginning. 
Frustration  was  high  at  times.  There  were 
so  many  things  to  do,  so  many  potential 
areas  of  improvement,  that  it  was  almost 
overwhelming. 

Service  Center  management  needed  to 
focus  the  effort  and  establish  priorities. 
Under  the  direction  of  Larry  Bembry, 
Service  Center  Director,  and  Linda 
Colville,  Associate  Service  Center  Director, 
charters  were  established  for  the  various 
teams  with  specific  goals,  expected  prod- 
ucts, and  timeframes  for  sunsetting.  The 
original  teams  included: 


Internal  Communications.  Objective: 
Develop  a  plan  for  management  to  communi- 
cate changes  to  the  workforce  over  the  next 
year.  This  team  transitioned  through  sever- 
al stages  with  team  leads,  new  team  mem- 
bers, and  finally  a  self-directed  work  team 
environment.  The  team  conducted  several 
brainstorming  sessions  with  Service  Center 
and  Denver  Washington  personnel  to 
develop  a  list  of  recommendations  for 
improved  mail  distribution,  revised  tele- 
phone configurations,  weekly  managers 
team  meetings/minutes,  and  other  actions. 
All  but  one  recommendation  has  been 
approved. 

Workflow  Process  Improvement  Team. 

Objective:  Implement  a  process  to  encourage 
employee  suggestions  for  improving  processes 
and  workflows  at  the  Service  Center.  This 
team  developed  a  process  for  employees  to 
use  for  recommending  improvements.  The 
team  was  later  converted  to  a  standing 
committee  with  an  on-going  responsibility 
for  simplifying  the  approval  and  imple- 
mentation of  work  process  improvements. 
Numerous  improvements  have  been  identi- 
fied and  implemented  through  this  process, 
e.g.,  usage  of  an  electronic  forms  package, 


elimination  of  unnecessary  copies  of  corre- 
spondence, electronic  transmission  of  vari- 
ous documents,  redelegation  of  signing 
authority,  changes  in  correspondence 
preparation,  and  other  improvements  in 
the  way  the  Service  Center  does  business. 

Community  Relations  Team.  Objective: 
Identify  community  organizations  to  form 
partnerships  with  to  enhance  the  Service 
Center's  recruiting  program  and  provide 
opportunities  for  Service  Center  employees  to 
volunteer  their  time  and  talents.  The  team 
succeeded  in  broadening  participation  in 
the  Adopt-A-School  program,  increasing 
the  diversity  of  the  Program  Recruiters 
pool,  and  increasing  the  awareness  of  the 
Service  Center's  degree  of  involvement  in 
the  local  community. 

Mission     and     Organization     Team. 

Objective:  Develop  the  mission  of  the  Service 
Center  for  the  future.  The  team  drafted  a 
plan  for  the  organization,  mission,  goals, 
and  philosophy  for  the  future  Service 
Center.  This  forward-looking  document 
was  a  precursor  to  the  later  development  of 
the  three  Centers  concept. 

Employee  Needs  Team.  Objective:  Identify 
hindrances  to  creativity  and  what  employees 
need  to  meet  future  demands.  A  number  of 
environmental  needs  were  identified. 
Because  of  funding  limitations,  some  of  the 
identified  needs  have  proven  to  be  unat- 
tainable. Many  of  the  team's  other  recom- 
mendations are  now  being  considered 
regarding  space,  equipment,  and  other 
issues. 

Customer  Relations  Team.  Objective: 
Develop  a  customer  service  strategy,  including 
measures  of  satisfaction  and  accountability. 
This  team  developed  a  Customer  Service 
Plan,  which  was  subsequently  approved  by 


management.  The  plan  provides  for  future 
as  well  as  current  needs. 

Team  Team.  Objective:  Establish  a  plan  to 
develop  an  internal  support  structure  for 
teams  to  operate  within.  This  team  was  a 
spinoff  from  the  Mission  and  Organization 
Team.  The  team  has  developed  a  plan  for 
conducting  team  training  in  a  cost-effec- 
tive, logical,  and  practical  way. 

As  important  as  these  employee  teams  were 
in  maintaining  the  momentum  of  the 
change  process,  there  were  also  other 
efforts  underway  as  management  tackled 
issues  head-on.  One  of  these  bridged  the 
communications  gap  that  often  exists 
between  managers  and  workers  at  the  lower 
tiers  of  an  organization. 

The  Service  Center  set  up  a  FAXing  system 
so  that  any  employee  could  communicate 
their  concerns  directly  to  top-level  manage- 
ment with  no  need  to  follow  a  traditional, 
hierarchical  structure.  The  Service  Center 
Director  had  a  FAX  machine  hooked  up  in 
his  home  and  left  it  turned  on  24  hours  a 
day  to  receive  messages. 

Employees  could  share  thoughts  on  any 
topic  they  chose  and  could  remain  anony- 
mous if  they  wished.  This  encouraged  a 
free  exchange  of  ideas  and  enabled  man- 
agers to  quickly  put  their  finger  on  the 
pulse  of  the  organization. 

Another  initiative  was  a  Win-Win  Training 
seminar  that  was  conducted  to  get  manage- 
ment and  the  union  working  together  in 
resolving  long-standing  issues.  This 
empowered  management,  union  officials, 
and  employees  to  sit  down  and  actually 
solve  problems  instead  of  just  pointing  fin- 
gers. 


One  concrete  result  of  this  process  was 
agreement  to  allow  a  three-person  team  of 
outside  experts  to  come  to  the  Service 
Center  and  resolve  over  60  long-standing 
grievances  and  other  disputes.  This  result- 
ed in  closing  out  most  of  the  grievances 
and  helped  pave  the  way  for  a  new  contract 
between  the  union  and  management. 

Employees  worked  fast  and  furious  during 
these  early  days,  wanting  to  participate  on 
the  various  teams  in  addition  to  keeping 
their  daily  work  current.  Confusion 
reigned  at  first  —  the  lines  of  responsibility 
and  reporting  within  the  traditional  hierar- 
chy were  starting  to  fade.  Some  embraced 
the  changes;  some  stood  fast  in  resisting 
them.  Roles  and  responsibilities  seemed  to 
be  constantly  changing. 


Out  of  all  of  the  team  and  individual 
efforts,  customer  service  emerged  as  a  focal 
point.  Who  were  our  customers  and  what 
did  they  really  want?  Service  Center  peo- 
ple had  to  reevaluate  their  entire  concept  of 
themselves.  They  had  to  ask:  What  does 
the  field  really  want  and  need  from  us? 
What  can  we  provide  for  them?  How  can 
we  best  help  the  BLM  field  offices? 

This  has  been  an  on-going  process  and  will 
probably  be  redefined  on  a  continuing 
basis.  Perhaps  the  key  question  is:  What  is 
the  Service  Center's  role  going  to  be  in  the 
future? 


Boldly    Moving    Ahead 


Just  as  the  Service  Center  was  patting  itself 
on  the  back  for  being  a  good  NPR  Lab,  the 
realization  dawned  that  some  people  were 
questioning  the  need  for  the  Center  to 
exist  at  all.  It  turned  out  that  perhaps  all 
that  had  been  accomplished  to  date  was 
rearranging  the  deck  chairs  on  the  Titanic! 

The  Service  Center  had  a  choice:  let  fate 
overtake  it,  or  be  proactive.  Management 
chose  the  latter  course  and  proposed  abol- 
ishing the  Center  in  favor  of  three  more 
tightly  focused  centers  with  unique  identi- 
ties: one  for  applied  resource  sciences,  one 
for  human  resources  management,  and  one 
for  business  systems.  This  transition  is 
now  well  on  its  way  to  becoming  reality. 


National  Human  Resources 
Management  Center 

The  National  Human  Resources 
Management  Center  (NHRMC)  is  gearing 
up  both  to  provide  operational  support  to 
all  three  Centers  and  to  support  field 
offices  in  a  variety  of  ways.  A  number  of 
operating  personnel  programs  will  be  cen- 
tralized and  streamlined,  reducing  staffing 
needs. 


The  NHRMC  will  not  only  enable  BLM 
to  do  "more  with  less";  it  will  also  allow 
BLM  to  approach  human  resource  man- 
agement from  a  new  perspective. 
Specifically,  the  new  Center  will: 

Focus  on  assisting  states  in  strategic 
planning  efforts. 

Develop,  modify,  or  implement  human 
resource  systems  that  are  simple, 
responsive,  flexible,  needs-oriented, 
and  cost-effective. 

Implement  new  human  resource 
automation  tools. 

The  restructuring  of  the  WO  Division  of 
Personnel  and  establishment  of  NHRMC 
resulted  in  a  reduction  of  21  FTE  and  a 
savings  of  $400,000  in  salary  costs. 

Both  BLM  and  the  Department  have  taken 
a  number  of  steps  to  streamline  human 
resource  management.  The  new  Center 
has  played  an  active  role  in  these  efforts; 
e.g.,  DOI's  implementation  of  an  automat- 
ed classification/staffing  system,  and  the 
complete  rewriting  of  BLM's  merit  promo- 
tion plan,  which  was  reduced  from  50 
pages  of  regulations  to  just  6  pages. 


The  Service  Center  took  the  lead  in  devel- 
oping BLM's  "HRM  Blueprint  for  the 
Future,"  which  addressed  the  key  policy 
issues  that  have  to  be  decided  in  order  to 
move  towards  a  more  effective  organiza- 
tion. 

In  conjunction  with  NIFC  and  the  DOI 
Health  Service,  NHRMC  is  in  the  process 
of  streamlining  internal  procedures  for  law 
enforcement  and  firefighter  physicals. 
Changes  are  expected  to  result  in  signifi- 
cant savings  of  time  and  effort. 


National  Business  Systems  Center 

The  effort  to  set  up  the  new  National 
Business  Systems  Center  (NBSC)  got  off  to 
a  great  start  with  a  3-day  workshop  held  at 
a  local  convention  center.  The  workshop 
emphasized  moving  to  a  customer-driven 
organization  by  organizing  around  cus- 
tomers and  processes.  The  overall  message 
was,  "Try  to  look  at  the  world  differently 
than  you  have  been,  i.e.,  through  the  cus- 
tomer's eyes."  The  aim  was  to  get  everyone 
involved  not  just  in  fixing  existing  work 
processes,  but  rather  in  creating  innovative, 
customer-based  processes  based  on  wholly 
new  paradigms  and  perceptions. 

The  Service  Center's  Division  of  Finance 
had  already  been  reinventing  their  work 
processes  for  almost  a  year  when  the  work- 
shop came  along  and  had  some  impressive 
accomplishments  to  point  to.  For  exam- 
ple, after  completing  a  1-year  pilot  pro- 
gram, the  Division  began  a  phased  imple- 
mentation of  distributive  data  processing 
under  the  Federal  Financial  System  (FFS). 
This  will  ultimately  allow  field  staff  to 
enter  their  own  data  and  will  save  a  total  of 
17FTE. 


Perhaps  even  more  important,  field  offices 
will  no  longer  have  to  maintain  "cuff 
records"  and  will  be  able  to  receive  accurate 
and  timely  financial  information  with  "real 
time"  accessibility.  Late  payment  interest 
and  penalties  and  foregone  discounts 
because  of  payment  delays  will  also  be 
reduced. 

Other  improvements  have  also  been  put 
into  place.  Revising  the  statistical  sam- 
pling plan  for  voucher  audits  and  extend- 
ing the  audit  threshold  from  $1,000  to 
$2,500  saved  2.0  FTE.  Adding  three  new 
interfaces  to  the  FFS  should  save  another 
1.5  FTE. 

Other  process  improvements  include 
implementing  an  Automated  Clearing 
House  for  vendors,  simplifying  the  entire 
travel  process  (including  streamlining  GSA 
regulations),  and  supporting  field  office  use 
of  the  Travel  Manager  software. 

These  and  other  steps,  when  added  togeth- 
er, will  ultimately  reduce  BLM's  Finance 
staff  by  28  percent.  This  amounts  to  a 
total  reduction  of  27  positions,  8  of  which 
are  contract.  And  all  of  this  change  was 
put  into  motion  before  the  complete 
retooling  of  finance  to  form  the  new 
National  Business  Systems  Center. 

The  first  step  of  the  retooling  process  was 
the  establishment  of  five  employee  teams 
structured  around  104  work  processes  pre- 
viously identified  by  a  Best  Practices  Team. 
Employees  asked,  "Is  there  a  customer  for 
this  process?  Is  this  process  meeting  a  real 
customer  need?  Is  there  value  added  by 
this  process?  Or  is  it  merely  being  done  to 
meet  an  internal  requirement  that  is  not 
really  necessary?" 


The  five  teams  used  a  template  that  first 
required  developing  a  mission  statement 
for  each  process.  Two  worksheets  —  one 
for  customers  and  one  for  stakeholders  — 
were  then  filled  out  to  determine  cus- 
tomer/stakeholder characteristics  and 
requirements,  along  with  performance 
indicators.  A  data  availability  worksheet 
and  work  process  diagram  completed  the 
picture. 

The  task  of  analyzing  all  of  this  data  now 
falls  to  an  Implementation  Team  and  five 
subteams:  two  for  human  resource  man- 
agement issues,  one  for  logistics  (space, 
LAN  issues,  etc.),  one  to  address  funding 
concerns,  and  one  transition  team  to  put 
everything  together  at  the  end.  A  total  of 
50  employees  volunteered  for  these  teams. 

Employees  involved  with  the  procurement 
side  of  the  Business  Systems  Center  quickly 
realized  that  the  current  paradigm  for  pro- 
viding acquisition  services  in  BLM  is  based 
primarily  on  traditional  organizational 
design.  So  they  set  about  to  develop  an 
approach  based  on  customer  satisfaction, 
seeking  to  engineer  the  most  efficient  and 
cost-effective  process  possible. 

In  a  pivotal  document  entitled  "Building  a 
Customer-Driven  Acquisition  Organization," 
the  procurement  staff  has  proposed  a  "fun- 
damental rethinking  and  radical  redesign 
of  the  acquisition  processes  to  achieve  dra- 
matic improvements  in  cost,  quality,  capi- 
tal, service,  and  speed."  The  guiding  force 
is  Michael  Hammer's  book,  Reengineering 
the  Corporation. 

Several  "givens"  are  guiding  the  reengineer- 
ing effort: 

Moving  to  a  customer-driven  organiza- 
tion. 


Organizing  the  Center  around  cus- 
tomers and  processes. 

Changing  the  roles  of  managers,  super- 
visors, and  teams. 

Maintaining  a  supervisory  ratio  of  1:15 
or  better. 

Setting  up  subteams  organized  around 
teams  and  processes. 

The  procurement  staff  is  analyzing  two 
types  of  customers:  internal  to  BLM  and 
the  external  general  public.  Internal  and 
external  "stakeholders"  (parties  with  a  vest- 
ed interest  in  the  outcomes  and  efficiency 
of  the  acquisition  process)  are  also  being 
addressed.  Finally,  suppliers  are  being 
included  to  ensure  that  all  of  the  players 
are  represented  in  the  reinvention  effort. 

The  next  step  is  to  determine  what  every- 
one expects  from  the  acquisition  process  in 
terms  of  products  and  services  and  how  to 
measure  success  in  meeting  expectations. 
Surveys  and  historical  information  are  to 
be  used  to  analyze  work  processes,  chal- 
lenging each  step  that  does  not  add  value 
in  some  way.  If  funds  are  available,  a  noted 
outside  expert  will  review  the  results  and 
help  in  choosing  the  best  process  and  orga- 
nizational structure. 

Once  the  new  system  is  in  place,  regular 
surveys  of  customers,  stakeholders,  suppli- 
ers, and  processors  will  be  conducted  to 
ensure  that  everything  is  working  optimal- 
ly. The  new  organization  and  process 
should  be  decided  by  August  1995  if  all 
goes  according  to  plan. 


Breaking  Out  of  Our  Shells 

by  Mardi  Stone,  Service  Center  Division  of  Finance 

We  are  about  to  embark  on  a  new  path  to  team  structure, 
team  [earning,  team  decisionmaking.  The  stakes  are  not  our 
lives,  but  the  stakes  are  indeed  high.  We  will  learn  organization- 
al survival  skills.  We  will  learn  to  thrive. 

We  have  seen  in  our  bureaucracy  a  giant  tortoise  syn- 
drome. You  know,  the  ones  that  are  huge,  old,  and  slow  to 
move  .  .  .  more  prone  to  inertia  than  movement.  When  we  are 
asked  by  our  leadership  to  change  ourselves,  we  routinely  cry  out 
that  we  just  can't  move  that  fast.   It's  not  realistic.   Expectations 
are  too  high.   It  just  can't  be  done  in  government  "that  fast,"  if 
at  all. 

Those  giant  tortoises  are  the  species  that  we  watch  on 
National  Geographic,  who  crack  through  their  confining  shells, 
break  out,  and  dash  madly  to  the  water  for  their  lives.  All  the 
while  predators  pluck  them  off  one  by  one.  Only  a  handful 
make  it.   Do  you  think  their  predators  care  that  they  are  just 
slow  tortoises?    There  are  no  excuses  anymore.   It's  time  to 
decide  to  thrive.  Time  to  make  the  dash.   It  is  more  urgent  than 
we  comprehend.  Controlling  predators  is  not  an  option,  but  we 
can  control  our  choices— what  we  choose  to  think  and  how  we 
choose  to  behave  right  now. 

Of  course  we  have  a  healthy  fear  of  uncertainty.  We  real- 
ize we  must  learn  new  behaviors  to  accommodate  a  new  working 
environment.  We  must  listen  carefully  and  learn  from  those 
who  think  and  behave  in  drastically  different  ways  that  we  have 
yet  to  understand.  We  must  learn  a  whole  new  set  of  skills  to 
add  to  our  toolbox  because  we  are  about  to  build  something  new 
here— a  new  structure,  but  more  significantly,  a  new  culture. 

The  rules  of  the  game  are  changing  so  rapidly,  I  won't  be 
able  to  predict  the  outcome  anymore.  Yikes!  Everything  is 
already  moving  so  fast  I  can  just  barely  keep  up.   Now  I'm  sup- 
posed to  keep  up  with  constant  and  accelerating  change  just  to 
impress  my  customer?  Why  don't  they  just  ask  me  to  leap  tall 
buildings  in  a  single  bound? 

At  the  same  time,  we  can  enjoy  a  healthy  excitement  for 
what  we  are  about  to  become.  We  can  also  hope  that  we  mimic, 
learn,  and  get  some  help  from  people  in  organizations  that  have 
done  this  before.  After  all,  we  are  not  alone  on  this  journey.  We 
have  to  practice  and  gain  confidence  that  the  team  structure  and 
team  processes  will  crank  out,  every  single  time,  a  synergistic 
outcome  that  is  far  better  and  more  effective  than  any  of  its 
members  thought  possible.  We'd  like  to  see  others  start  to 
notice  the  daily  "mini-miracles"  that  are  beginning  to  happen  all 
around  us,  that  we  never  would  have  seen  just  a  few  months  ago. 

After  a  whole  lot  of  excruciatingly  hard  work  is  completed, 
we  can  learn  to  exceed  our  customers'  expectations.   It  won't 
necessarily  be  easier  to  accomplish,  but  the  results  will  be  far  bet- 
ter, and  if  "different"  is  an  uncomfortable  byproduct  of  that 
process,  we  can  live  with  it. 

Yes,  it  is  time  to  make  the  dash  to  change.  We  can  all  deal 
with  healthy  fear,  but  let's  not  stay  trapped  in  our  shells.  It  is 
time  to  thrive.   Let  us  begin  .  .  . 
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National  Applied  Resource 
Sciences  Center 

The  National  Applied  Resource  Sciences 
Center  asked  employees  to  help  design  a 
new  organization  from  the  ground  up. 
Teams  were  set  up  to  examine  and  evaluate 
customer  needs,  linkages  and  relations  with 
other  organizations  (other  agencies,  univer- 
sities, private  industry  groups,  etc.),  the 
skill  mixes  available  and  needed,  organiza- 
tional structure,  the  mission  and  roles  of 
the  new  Center,  standard  operating  proce- 
dures needed,  and  the  working  environ- 
ment. 

The  basic  criterion  used  by  all  teams  has 
been  that  anything  they  come  up  with 
must  help  in  providing  top-notch  customer 
service.  Each  team  consists  of  several 
employees  and  a  management  team  repre- 
sentative to  provide  assistance  and  keep  the 
other  managers  informed  of  progress. 
Forty  out  of  the  130  employees  in  the  new 
Center  volunteered  to  serve  on  the  seven 
teams  and  were  given  the  time  they  needed 
to  do  the  job  right. 

All  of  the  teams  have  been  very  productive. 
The  Customer  Needs  Team  surprised 
everyone  when  they  surveyed  employees 
and  found  that  some  460  team  projects 
and  800  individual  efforts  were  being 
worked  on.  No  one  had  any  idea  that  the 
workload  was  so  large  or  complex.  The 
team  also  discovered  that  many  employees 
and  managers  in  field  offices  had  no  idea 
what  the  Center  did  for  them,  even  if  cur- 
rent projects  were  underway  in  their 
offices. 

Having  a  vision  that  employees  understand 
and  support  helps  to  ensure  that  everyone 
is  working  toward  common  goals  and  can 


be  the  key  to  an  organization's  success. 
Taking  their  cue  from  the  identified  cus- 
tomer needs  and  network  of  relationships 
with  both  internal  and  external  entities,  the 
Mission  and  Roles  Team  developed  a  vision 
statement  that  emphasizes  customer  ser- 
vice: "The  National  Applied  Resource 
Sciences  Center  is  committed  to  meeting 
the  needs  of  customers  from  throughout 
the  Bureau.  The  Center  is  responsive  to 
changing  customer  requirements,  and 
products  and  services  provided  by  the 
Center  are  in  support  of  customer 
requests." 

Based  on  an  analysis  of  customer  and  link- 
ages data,  as  well  as  a  close  look  at  BLM's 
Corporate  Agenda,  the  team  derived  five 
primary  roles  for  NARSC.  These  consist 
of  the  following: 

scientific  and  technical  consulting: 
providing  assistance  and  advice  on  nat- 
ural resource  subjects,  helping  to  devel- 
op and  provide  training,  identifying 
research  needs,  assessing  research 
results,  and  providing  scarce  skills. 

information  exchange:  collecting, 
assimilating,  synthesizing,  and  dissemi- 
nating scientific  and  technical  informa- 
tion. 

production:  providing  products,  ser- 
vices, and  specialized  tools/equipment 
to  support  on-the-ground  activities  of 
customers  in  resource  areas,  districts, 
and  states. 

analysis  and  assessment:  responding  to 
customers'  requests  to  analyze  and 
assess  land  management  issues;  inte- 
grating the  social,  economic,  and  envi- 
ronmental aspects  of  ecosystem  man- 
agement. 


systems:  designing  resource  systems  for 
customers'  use  in  assessing,  document- 
ing, and  monitoring  ecosystem  condi- 
tions; promoting  data  sharing. 

The  Work  Environment  team  distributed  a 
survey  asking  employees  for  suggestions  on 
fostering  trust,  employee  "buy-in,"  and 
accountability  to  create  the  best  possible 
psychological  environment  for  everyone  to 
work  in.  Results  are  now  being  compiled 
and  analyzed. 

Perhaps  some  of  the  most  interesting  and 
creative  work  has  been  done  by  the 
Organization  Team.  This  team  examined  a 
number  of  alternatives  to  traditional  hierar- 
chical and  bureaucratic  structures. 

In  a  preliminary  report,  six  alternatives  to 
traditional  organizations  were  examined. 
One  involved  using  the  existing  structure 
but  adding  temporary,  self-directed  project 
teams  to  improve  work  processes  and  the 
flow  of  work.  Another,  the  product-orient- 
ed alternative,  grouped  employees  accord- 
ing to  the  products  provided.  For  example, 
all  database  user  representatives  would  be 
grouped  together  because  they  all  support 
field  office  requests  for  assistance  with 
BLM  database  software  and  help  to  revise 
or  develop  new  software  packages. 

A  geographic-oriented  alternative  proposed 
grouping  employees  on  the  basis  of  geo- 
graphic responsibilities.  This  would  allow 
employees  to  focus  on  the  needs  of  cus- 
tomers in  a  specific  area,  such  as  an  ecore- 
gion. 

A  "dynamic  constellation"  alternative 
involved  chartering  teams  for  the  life  of 
various  projects  and  creating  clusters  of 
emprbyees  with  common  interests  who 


would  be  free  to  interact  within  or  across 
project  teams.  A  matrix  organizational 
structure  proposed  having  employees 
report  to  both  product  and  functional 
managers. 

Finally,  a  multi-focused  hybrid  proposed 
setting  up  a  three-in-one  organizational 
structure  that  would  allow  employees  to  be 
self-directed  and  enable  the  Center  to  be 
adaptable,  effective,  and  customer  oriented. 

This  last  alternative,  with  some  modifica- 
tions, became  the  proposed  organizational 
structure  after  employees  voiced  their  opin- 
ions. A  second  round  of  review  resulted  in 
still  further  refinements,  based  on  input 
from  all-employee  meetings,  on  written 
comments,  and  on  management  concerns. 

The  final  proposal  agreed  upon  establishes 
the  administrative  groups  around  the  five 
primary  NARSC  roles,  as  well  as  three  labs 
for  information  and  communication;  geo- 
graphic information;  and  facilities  plan- 
ning, designing,  and  engineering.  These 
laboratories  will  provide  a  creative  and 
innovative  environment  where  employees 
and  others  can  collaborate  on  their  work. 

Formal  teams  will  be  set  up  for  large  pro- 
jects, and  three  workflow  coordinators  will 
help  keep  things  running  smoothly.  These 
coordinators  will  screen  incoming  work  to 
prioritize  it,  evaluate  the  initial  skill  mix 
needed,  and  determine  other  resources 
needed  to  do  the  work. 

Despite  some  rough  spots  in  the  road,  the 
final  organizational  structure  reflects  the 

best  combined  efforts  of  every  single  * 

employee  and  manager.     It  is  customer  '' 

oriented  and  will  be  open  to  continuous  • 

evolution  as  needs  and  realities  change.  | 
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Conclusion 


There  is  no  way  to  write  a  conclusion  to 
this  document  because  the  process  of  rein- 
venting ourselves  and  responding  to  con- 
stantly changing  cross-currents  is  unend- 
ing. Even  by  the  beginning  of  Fiscal  Year 
1996,  when  all  three  of  the  new  Centers 
will  be  up  and  running,  there  will  still  be  a 
lot  of  loose  ends  to  tidy  up  and  occasional- 
ly steep  learning  curves  to  master. 

While  this  open-ended  process,  with  its 
attendant  uncertainties,  is  uncomfortable 


to  people  who  like  stability  and  the  status 
quo  (and  almost  every  one  of  us  does),  it  is 
a  simple  fact  of  life  that  times  are  changing 
for  all  of  us.  The  river  flows  onward  and 
waits  for  no  one. 

Those  organizations  and  employees  that 
change  with  the  times  will  succeed.  Those 
that  do  not  will  find  themselves  racing 
down  the  river  without  a  life  raft,  hoping 
against  hope  that  they  do  not  end  up  hit- 
ting a  large  wave  or  submerged  rock. 
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"Starting  with  modest 

employee  empowerment  within 

existing  organizational  structures, 

we  have  moved  over  the  past  2  years 

into  the  highly  uncomfortable  exercise 

of  questioning  our  very  existence. 

In  the  process,  we  have  managed  to 

redefine  ourselves  almost  totally. " 

Larry  Bembry 
Service  Center  Director 
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